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ABSTRACT 

The contribution of this paper is a description of a project management framework and associated models 
for organizational transitions. The framework contains an in t eg r a t ed set of steps an organization can take 
to lead an organizational transition such as downsizing and change in mission or role. The framework is 
designed to help an organization do the right work the right way with the right people at the right time. The 
underlying rationale for the steps in the framework is based a set of findings which include: defining a 
transition as containing both near-term and long-term actions, designing actions which respond to drivers 
and achieve desired results, aligning the organization with the external environment, and aligning the 
internal components of the organization The framework was developed based cm best practices found in 
the literature, lessons learned from heads of organizations who have completed large-scale organizational 
changes, and concerns from employees at the Kennedy Space Center (KSC). The framework is described 
using KSC. 

Managers can use this framework to help design their transitional activities. Change leaders can use the 
methodology and framework to develop a framework specific to their organization. Researchers can use 
this framework to further research the effect of different change activities on transition and organizational 
performance. 
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PROJECT MANAGEMENT FRAMEWORK TO ORGANIZATIONAL TRANSITIONS 

Tim Kotnour, Ph D. 

L INTRODUCTION— THE NATURE OF KSC’S TRANSITION 

The Kennedy Space Center (KSC) as part of the National Aeronautics and Space Association’s (NASA) 
efforts to perform “better, faster, cheaper” have begun a large-scale organizational change effort. Their 
effort is similar to the other private, public, and government organizations who have attempted efforts such 
as downsizing to meet performance requirements. The dnvers for KSC’s transition include: the reduction 
in NASA’s budget, the development a single flight operations contractor (SFOC) for shuttle processing, 
and a definition of KSC’s roles based on NASA’s plans (e g., strategic, HEDS, and enterprise). These 
drivers have led to the change in role of and possible reduction of the civil servants at KSC. The change in 
the civil servants’ roles has been descnbed as moving from oversight to insight. These circumstances lead 
KSC to undergo a large-scale organizational change. 

Best practices can help guide an organization to complete successful large-scale change. Other studies 
have been completed which summarize the set of “best practices” for organizational change and downsizing 
[5, 6, 1 1, 23, 28, 34, 35]. However, the translation of the findings into an all encompassing working plan 
needs to be completed. Some authors [1, 20] do offer a set of explicit steps. A project management 
approach is adopted to integrate the disparate set of research findings and case studies into a useful tool for 
managers to consider when leading a large-scale organizational change. The project management approach 
emphasizes the need to explicitly define a set of steps and the linkage among those steps with goals (e g , 
cost, schedule, performance). The purpose of this research is to help mangers understand, discuss, and take 
action on their organizational change and transition. To accomplish this purpose we seek to assimilate the 
best practices and the theory behind the practices into a framework. We use four related models to describe 
a set of implications to consider in conducting an organizational transition. The four models are: 

1 . Doing the nght work the right way with the right people at the right time. 

2. An organizational transition is an “All-term” transition. 

3. Transition drivers lead to actions which lead to results. 

4. An organization must be aligned both externally and internally. 

From these four models and associated implications, a set of steps are defined to lead an organization 
through its transition and are represented as a work breakdown structure. In this paper, I explain the 
models, provide the rationale for them, and highlight a set of steps to implement the implications of the 
models. The objective of the research was to develop a ‘Transition Framework” including a plan which 
KSC management can use to answer: What is the integrated and sequenced set of activities we need to 
perform over the next four-plus years to ensure a “successful” transition to a new KSC state? 

We propose a model for organizational change, shown in Figure 1, which describes the fundamental 
problem that KSC is experiencing when managing a large-scale transition or change: 

Doing the right work the right way with the right people at the right time. 

We use this model to connect the other three models together. Addressing the problem of the nght work is a 
process of flowing requirements down from the mission/vision set forth by NASA HQ and senior 
management of KSC. The requirements are based on the current, transition, and future states of the 
organization The right work is a function of items such as mission, agency requirements, meaningful 
work, and products and services the customer desires. The right way includes the processes, structures, 
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and tools by which the work is completed and managed. The right people is derived from understanding 
how people are organized to complete the work and the tools they use. The right people encompasses 
issues such as skill needs from a process and structure perspective, number aligned with budget, and 
training. The right time is the proper timing of doing the work to meet near-term work requirements, near- 
term transition actions to ensure long-term success, and long-term work requirements. The box in the 
middle of the “triangle” shows a basic approach to addressing the “right” set of issues and is the foundation 
for the framework. An organization must decide on the approach to align these components (i.e., work 
processes, structures, tools and people) [13]. In summary the implications of Figure 1 indude: 

• KSC is transitioning from it’s current to future state to ensure the right work is completed; 

• the requirements for KSC flow down from NASA’s definition of KSC’s mission; 

• the right work (i .e., products and services) are defined from the mission; 

• the right way indudes the processes, structures, and tools to produce the products and services; 

• the right people (i.e., skill mix) is derived from the above three implications; and 

• the righ t work includes the transition actions to move the organization from it’s current to f uture state 
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Figure 1 Doing the right work the right way with the right people at the right time. 


2. METHODOLOGY 

The methodology was designed to ensure a theoretically sound, valid framework was developed which 
reflected KSC’s unique environment, goals, objectives, and concerns because there isn’t a universal change 
model [12,21]. The methodology was also designed to address validity issues associated with conducting 
change studies in the field aimed at meeting a specific organizational need [7, 9]. A goal of the project was 
to understand the unique KSC environment and to ensure the models reflected the concerns of KSC. The 
boxes represent the steps and the ellipses represent the major outputs from the steps. Three types of studies 
were executed: literature reviews, internal studies, and external field studies. A theoretical, literature basis 
was used to develop conceptual models, interpret data from interviews, and elicit best practices. KSC 
internal interviews and focus groups provided insight into the concerns of the KSC civil servants The 
“future- state” focus groups reviewed and discussed the results of the senior management interviews. The 
“transition” focus groups reviewed and discussed an initial draft of the transition framework The focus 
groups consisted of selected members from KSC’s middle management. Past studies of KSC’s 
organization were also reviewed [14, 27]. External interviews with heads of organizations who have 
completed large-scale transitions provided lessons learned. 
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3. RESULTS: A FRAMEWORK FOR ORGANIZATIONAL TRANSITIONS 

The results of the study are best displayed in a framework consisting of four models and a project 
management work breakdown structure The first model was given as the problem statement in Figure 1 
This model was developed after the contractor interviews and before the “transition” focus groups were 
completed The implications of the problem statement model were discussed in the introduction 

3.1. “All-Term” Transition 

The second model, given in Figure 2, represents KSC’s transition as an “all-term” transition. This model 
was developed based on Beckhard and Harris [2], personal communication, and the “future state” transition 
focus groups. Beckhard and Harris [2] portray an organizational transition as containing a present and 
future state. When we started, we were talking about two circles (i.e., year 1996 for the p restart state and 
year 2000 for the future state). However, after the senior management interviews and the “future-state” 
focus groups we added the third circle to reflect the later time period. The focus groups emphasized the 
need for KSC to define their future state beyond the near-term time frame. They felt the year 2000 mid- 
term state was transitory and wanted to define and take action for the long-term state. The word “all-term” 
was developed by a senior executive at Westinghouse who described his management style as “all-term” to 
reflect the need to balance the organizations for both the near and long term. The general implications of 
this model include: 

• requirements to be met by the transition flow from the definition of the future state, 

• the organization must understand the current, near term, and long-term future states and the 
relationships among them; 

• the transition actions move the organization from the current to the desired future state; 

• actions must balance survival in the near term with long-term development; 

• long-term actions can be defined in more general terms than the near-term actions [12]; 

• earlier actions should be chosen with care because they impact choices for longer-term actions [12]; 

• the strategic direction defines requirements and time frames from which actions are taken; and 



The senior management interviews, focus groups, and contractor interviews provided the data to support 
this notion of an all-term transition. As shown in Figure 2, the model directly applies to KSC. The roles of 
KSC are changing from oversight (i.e., current) to insight (i.e., near), and modified insight (i.e., long) 

KSC must define the actions they need to take today in the current and near term to ensure the long-term 
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state is readied. What actions should KSC perform to ensure they have the capability and are chosen to be 
a launch and landing site for X-33? KSC can use this model to balance their actions to ensure current, 
near-term, and long-term needs are met. 


3,2. Best Practices and Lessons Learned for Organizational Transitions 

The third model, given in Figure 3, represents the best practices gleaned from the literature. The 
representation is based on the antecedents-behavior-consequences model applied to organizational 
actions[17]. This model was develop by integrating the comprehensive studies of organizational 
change/downsizing [5, 6, 1 1, 23, 28, 34, 35] and works describing organizational change in general [15, 
16, 18, 22, 26, 30]. 


The model shows that organizations take transition actions in response to drivers with the goal of producing 
positive and minimizing the negative results. The “drivers” represent the forces acting on the organization 
These drivers provide the basis for defining specific goals and objectives of the transition. The literature 
has provided a description of some of the actions associated with positive results. The actions include a 
strategic, systematic orientation to the change. Typical negative results resulted from a loss of institutional 
memory, knowledge, and skill to perform the work. These results occurred because the transition was not 
planned systematically. The use of across the board cuts or attrition to reduce the workforce left the 
organization void of critical skills. The people remaining in the organization did not have the skills to 
complete the job. Long-term innovation and improvement suffers from the lack on in-depth knowledge of 
the organizational systems This set of best practices is supported by both the contractors and the concerns 
of KSC’s focus groups. The implications of this model include: 

• an organization must design actions which produce positive and minimize the negative results; 

• an organization must clearly understand the forces or drivers of the change; 

• strategic, systematic actions lead to more positive results; 

• a change without planning leads to negative results for the organization, and 

• the pote ntial positive and negative results from an action must be understood before action i s taken. 
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F igure 3, Best practices for organizational transitions. 


Given in Figure 4 is a descnption of the lessons learned contractors described and the concerns of the 
“future state” focus groups communicated. Contractors described a process of defining the future state for 
the organization based on a shared understanding of all senior managers. Contractors strongly suggested 
that senior managers conduct an oflf-site session in which objective, open dialogue can be developed to 
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address the fundamental issues facing the organization. During organizational transitions the need to 
overcome existing “fiefdoms” and recognize the unity of the organization is important to success. 
Contractors, focus groups, and senior managers were consistent in this message. Once the future state is 
defined and a time frame for which the future state must be achieved, a set of objectives can be developed 
to accomplish the future state. A project management approach was also emphasized. 

By providing the definition of the future state, the existing organization can be systematically analyzed to 
determine how the work being completed matches with requirements of the desired future state. Priorities 
are set to determine which work to continue doing. For example, one organization prioritized their work 
into three groups based on their level of importance to meeting their mission. Only the most essential work 
was still completed. Another organization defined a goal to reduce flexibility while maintaining capability 
(e g., reduce the number of shifts from three to one). Once the work is determined and the process by 
which the work is completed, the needed skills can be defined. This systematic analysis leads to process 
improvements focused on the mission critical areas. The focus group’s supported this systematic analysis 
focused on mission critical work when they wanted KSC to define “meaningful work” for the civil servants 
Two benefits can be received by KSC if they follow this approach First, employees see that KSC senior 
management is working a process to attack the transition problem. Employees may not personally like the 
results of the process to themselves but they are more comfortable knowing that KSC is being proactive 
Second, the Agency’s requirements will be met because both the future state definition and analysis of the 
organization is based on the center’s mission as defined by the Agency. KSC can use Figure 4 as a concise 
description of a transition process. 

• Senior Management establish a 

- UNIFIED FUTURE STATE/VISION with a specific TIMEFRAME based on shared 
understanding 

- set of objectives and ground rules 

- project management approach (leadership, task team, outside help) 

• which allows the SYSTEMATIC ANALYSIS of 

- requirements-fixed/known and unknown 

- priorities 

- tasks— processes 

- personnel skills 

• to support PROCESS IMPROVEMENT by 

- surgically eliminating unneeded work processes and positions 

- focusing on MISSION CRITICAL and CORE COMPETENCY areas 

• with benefits of 

- regularly communicating a systematic process or rationale for decisions and actions to 
stakeholders 

- providing value added service to the agency. (Contractors & Focus Groups) 

Figure 4. Lessons learned and concerns describe an approach for organizational transitions 

3.3. Aligning the Organization 

Figure 5 portrays the fourth model which shows the need to align KSC both externally and internally with 
the needs of the customers. The external alignment is in matching the organization’s products and services 
with the market and customer needs. This alignment also includes the high-level definition of the 
organization’s roles and core processes. Based on this high-level definition, the organization can align the 
internal components of the organization. The model is adapted from Kurstedt’s [17] management system 
model by emphasizing the macro representation of the organization. We use the model to show how an 
organization needs to align its components: the process by which work is completed, the tools people use to 
complete the work, and the people completing the work [10]. The alignment comes through the interfaces 
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of the components: the structure by winch people are organized to do the work (i.e., processes and people), 
the information available to the worker (i.e., people and tools), and the metrics used (i.e., processes and 
tools). When changing the organization, the organization must align these components and interfaces. For 
example, an organization cannot do the same work (i.e., products and services) in the same way (i.e., 
process, tools, and structure) by reducing the people. The changes in components must be balanced and 
aligned with each other. The dotted arrows inside the circle show the systematic, logical way to use the 
model. The analysis and implementation starts from the products and moves to the people. An across the 
board reduction and then adjustment in process may not produce the customer’s desired results The 
implications of this model include 

• the external world defines the market’s needs, 

• the organization must align its products and services with customer needs; 

• the products and services are developed from core processes; 

• the organization must align processes, structure, tools, and people to deliver products; 

• an organization cannot reduce people without affecting the process and process performance; and 

• changes in any of the one components will affect the other components and organizational performance 

This model can be used for both macro level (i.e., KSC as a whole) and at a micro level (i.e., an 
individual’s work process). KSC can use this model to address the issue of what the product and processes 
of KSC for a given range of civil servants are. KSC can also use this basic model to address issues about 
the “insight role”: What is the insight process? How will civil servants and contractors be organized to 
complete insight? What measurements and data will be used for insight? What tools will be used to 



Figure 5, An organization must be aligned both externally and internally 

3.4. Level-1 Work Breakdown Structure 

Based on the models, best practices, lessons learned, and concerns developed from the literature, contractor 
interviews, senior management interviews, and focus groups, we have developed a work breakdown 
structure (WBS) to implement the concepts in the models. Figure 6 is a flow representation of the six 
steps in the level- 1 WBS. In the paper, we concentrate on level- 1; a full WBS has been defined. 

Strategic direction provides both the future state and overall philosophy (e g., goals, ground rules, focus) 
for the transition [4, 24, 31]. In this step senior management articulates and communicates a unified 
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message to lead the transition. Defining roles provides an explicit description of what KSC will do and 
how it relates to its external world. For example, KSC would define it’s relationship to other Agency 
centers and the contractors [29], Aligning processes aims to improve KSC’s process to meet the defined 
roles and to ensure KSC’s processes contain only value-added activities [19]. Aligning structures aims to 
ensure KSC’s people are organized to complete the work processes. Aligning the workforce ensures the 
right people (skills and numbers) are available to meet the requirements as defined by the previous four 
high-level steps of the transition and addresses options to align the workforce [8, 33], Managing the 
process ensures a smooth proactive transition. This steps includes the crucial steps of leadership, 
communication [32] and a project management approach The implications of this model include 

• the strategic direction drives the actions; 

• aligning the workforce is the last step; 

• the “right work” is define by aligning the strategic direction and roles; 

• the “right way” is defined by aligning the processes and structures; 



Figure 6. The transition has six high-level steps. 


5. CONCLUSION 

In this paper, we presented a transition framework based on a project management approach and a set of 
models. The models and associated implications provide an integration of the key issues to consider and 
the work breakdown structure provides a set of steps to use when undergoing a large-scale change. The 
framework is not an answer, but an evolving set of actions to validate, add, delete, and refine to reflect 
further research and the unique characteristics of a given organization. As with all projects, a process must 
be used to assign responsibilities and monitor progress. The initial framework and WBS is provided in this 
paper for an organization to begin its change efforts. The framework is designed to help an organization do 
the right work the right way with the right people at the right time. 

6. ACKNOWLEDGMENTS 

The worked complete in this report would not have been possible without the combined efforts of many 
people at the Kennedy Space Center. I thank Saul Barton for sharing his experience in organizational 
change activities and insights on successful implementation of efforts in organizations. This work has truly 
been a collaborative effort with Saul. The individuals on KSC’s strategic planning and business integration 
teams provided an additional source of ideas and concerns. Jim Jennings and Warren Camp provided a 
sounding board and provided their insight to make the product “fit” the KSC environment I thank them for 


131 




10 


their guidance. I thank Tammy Belk and Betty Cromie for helping ensure the summer went smoothly. I 
thank Gregg Buckingham, Kan Stiles, and Roger Johnson for their management of the NAS A/ASEE 
summer faculty program. Finally, I thank the people of NASA/ASEE who make this program possible. 

REFERENCES 

[1] Appelbaum, S. H., Simpson, R. and Shapiro, B. T., “The Tough Test of Downsizing”, Organizational Dynamics, 1987, pp. 68-79. 

[2] Beckhard, R. and Harris, R. T., Organizational Transitions, Reading, MA: Addison -Wesley, 1987. 

[3] Brockner, J., Grover, S., O’Malley, M N., Reed, T. F., and Glynn, M. A. “Threat of Future Layoffs, Self-Esteem, and Survivors’ Reactions: 
Evidence from the Laboratory and the Field”. Strategic Management Journal, 14, 1993, pp. 153-166. 

[4] Bruton, G. D., Keels, J. K. , and 52iook, C. L., “Downsizingthe Finn: Answering the Strategic Questions”, The Academy of Management 
Executively 10(2), May 1996, pp. 38-45. 

[5] Cameron, K., Freeman, S. J. and Mishra, A K., “Best Practices in White-Collar Downsizing: Managing Contradictions”, The Academy of 
Management Executive, V(3), August 1991, pp. 57-73. 

[6] Cameron, K. , Freeman, S. J. and Mishra, A K. , “Downsizing and Redesigning Organizations”, hi Organizational Change and Redesign, (Eds 
Huber, G. P. and Glide, W. H ), New York, NY: Oxford University Press, 1993,pp. 19^55. 

[7] Cunningham, J. B . , Action Research and Organizational Development , Westport, Connecticut: Praeger. 1 993. 

[8] Feldman, D. C. aid Leana, C. R, “Managing Layoffs: Experiences at the Challenger Disaster Site and the Pittsburgh Steel Mills”, Organizational 
Dynamics, 1989, pp. 52-64. 

[9] Glide, W. H., Huber, G. P , Miller, C. C., Doty, D. H , and Sutcliffe, K. M, “Appendix: Studying Changes in Organizational Design and 
Effectiveness: Retrospective Event Histories and Periodic Assessments”, In Organizational Change and Redesign, (Eds: Huber, G P and 
Glide, W. H.), New York, NY: Oxford University Press, 1993, pp. 41 1-433. 

[ 1 0] Hanna, D P. , Designing Organizations for High Performance, Reading, MA: Addison- Wesley, 1 988. 

[11) Huber, G. P. aid Gbck, W. H., “What Was Learned About Organization Change and Redesign”, In Organizational Change and Redesign. 

(Eds: Huber, G. P. and Gh<k, W. H.), New York, NY: Oxford Diversity Press, 1993, pp. 383-392. 

[ 1 2 1 Kanler, R. M , Stein, B. A, and Jick, T. D., The Challenge of Organizational Change : How Companies Experience It and Leaders Guide It , 
New Yak, NY: The Free Press, 1992 

[13]Keidel, R. W., “Rethinking Organizational Desi^i”, The Academy of Management Executive, 8(4), 1994, pp 12-30. 

1 14) Kmnedy Space Center Loyalty Study Team, “Loyalty and Quality of Relaticn&ips’’, Kennedy Space Center, FL: October 1995 
[ 1 5| Kilmann, R. H., Covin, T. J., and Associates, Corporate Transformation, San Francisco, CA: Jossey-Bass Publishers, 1 988. 

1 1 6] Kirkpatrick, D L. , How to Manage Change Effectively , San Francisco, CA: Jossey-Bass Publishers, 1985. 

[17] Kurstedt, H. A Management Systems Engineering, Blacksburg, Va; Author, 1994. 

[ 1 8] LaMar^i. J., Changing the Way We Change: Gaining Control of Major Operational Change, Reading, MA: Addison-Wesley, 1995. 

[19] Letter, R. and Burke, W. J , “Organizational Activity Analysis: A Methodology for Analyzing and Improving Technical Organizations”, IEEE 
Transactions, 41 (3), August 1994, pp 234-244. 

[20] Marshall, R. and Yaks, L. “Planning for a Restructures, Revitalized Organization”, Sloan Management Review, Summer, 1994, pp. 81-91 
[2 1 ] McKinley, W. t Sanchez, C. M., and Schidk, A G , “Organizational Downsizing: Constraining, Cloning, Learning”, The Academy of 

Management Executive, IX(3), August 1995, pp. 32-44. 

[22] Mahrman, A L., Mohrman, S. A, Ledford, G E., Cummings, T. G., Lawler, E. E., and Associates, Large Scale Organizational Change , San 
Francisco, CA: Jossey-Bass Publishers, 1989. 

[23] National Academy of Public Administration, “Effective Downsizing: A Compendium of Lessens Learned for Government Organizations”. 
Washington, DC. 1996. 

1 24] Neal, J. A and Tromley, C. L., “From Incremental Change to Retrofit: Creating High-Performance Work Systems”, The Academy of 
Management Executive, 9(1), February !995,pp. 42-54. 

[25] O’Neill, H. M. and Lam, J., “Voices of Survivors: Words that Downsizing CEOs Should Hear”, 'The Academy of Management Executive , 

IX(4), November 1995, pp. 23-34. 

[26] Price Waterhouse Change Integration Team, Better Change : Best Practices for Transforming Your Organization, Burr Ridge, IL: Irwin 
Professional Publishing, 1995. 

[27] Right Associates, “Organization Measurement Consulting Services offered to NASA Kennedy Space Center”, Prepared by Right Associates, 
February 1996. 

[28] Robertson, P. J., Roberts, D. R , and Paras, J. L, “Dynamics of Planned Organizational Chwge: Assessing Empirical Support fa a Theoretical 
Model”, Academy of Management Journal, 36(3), June 1993, pp. 619-634. 

[29] Serlin, M. D., “The Competitors”, Government Executive, June 1996, pp. 29-33. 

[30] Sink, D. S. and Morris W. T., By Wtat Method \ Industrial Engineering and Managemmt Press, Institute of Industrial Engineering, 1 995. 

[3 1 1 Sink, D. S. and Tuttle, T C., Planning and Measurement in Your Organization of the Future, Industrial Engineering and Management Press, 
Institute of Industrial Engineering, 1989. 

1 32] Smelt zer, L. R. and Zener, M F. “Development of a Model fa Announcing Major Layoffs”, Group & Organizational Management, 17(4), 1992, 
pp. 446-472. 

[33] Tomasko, R. M, Downsizing: Reshaping the Corporcgion for the Future, American Management Association, 1987. 

(34) United States General Accounting Office, “Workforce Reductions: Downsizing Strategies Used in Selected Organizations”, Washington, D C. 
USGAO,Mar<h 1995 

[35 JWyatt Company, The, “Best Practices m Corporate Restructuring”, Chicago, II,: The Wyatt Company, 1993. 


132 



